MEMORANDUM

TO: Mayor and Council Members
_-h‘-\‘--..‘-\\‘
FROM: Rey Arellano, Assistant City Manager A U >
DATE: May 19, 2022
SUBJECT: ATX Public Safety Vacancy Staffing Plan (Resolution No. 20220217-036)

The purpose of this memorandum is to provide an update regarding the development of vacancy
staffing plans for the Police, Fire, and EMS Departments as directed by Resolution No. 20220217-036.
Final recommendations and the timeline necessary for Council actions to implement the staffing
timeline will be provided as part of the FY 2023 Proposed Budget to be presented on July 15, 2022.

Presented below is a summary of the three departments’ response to the elements outlined in the
Resolution. Detailed information can be found in the attachments.

Current Staffing Levels

The following table summarizes the FY 2022 authorized sworn staffing and vacancy rates for the three
Public Safety Departments.

Department  Authorized Vacant % Vacant
Police 1809 190 10.5%
Fire 1257 108 8.6%
EMS 664 149 22.4%

Challenges Leading to Vacancies

The factors driving attrition and therefore vacancies are specific to each department and are not
summarized here. Regarding the ability to fill vacancies, the major factors are recruitment and training
capacity. Training capacity is the limiting factor in comparison to recruitment due to the length of time
required to train cadets, the sworn staffing required for training, and the challenge of scheduling of
training classrooms and other resources at the Public Safety Training Center to accommodate multiple
cadet classes. The current departmental vacancies pose an additional challenge to staffing the cadet
classes, which requires sworn staff from operational units to augment the assigned training sworn staff.


https://www.austintexas.gov/edims/document.cfm?id=377089

Draft Departmental Staffing Plans

Presented below is a summary of how each department has projected future staffing needs. The
timeline differs based on the unique factors associated with each department, which is detailed in the
attachments. Note that an evaluation of fiscal impact has not been conducted given the ongoing
contract negotiations. Recommendations regarding how best to address the projected staffing needs
will be addressed in the FY 2023 Proposed Budget.

Department FY22 FY23 FY24 FY25 FY26 FY27
Police 1809 1844 1889 1944 2009 2074
Fire 1257 1305 1321 1337
EMS 665 689 713 737 761

Training Resource Needs

As mentioned earlier, the existing facilities at Public Safety Training Center along with availability of
operational sworn staff to augment assigned training staff are the major limiting factors to increasing
the capacity to graduate cadets. Fire and EMS both expressed the need for additional training space and
resources; however, the Police Department identified the greatest need in order to reduce the existing
vacancies as well as make progress toward their projected goal staffing level. Based on their statistical
analysis of historical graduation rates, an increase in recruiting and training capacity by 75% is required
in FY 2024 to sufficiently reduce their vacancy rate to begin increasing sworn staff size based on the
projected new positions. Improvements to the Training Center will be considered as part of Strategic
Facilities Governance Team planning along with the City’s overall facility needs.

cc: Spencer Cronk, City Manager
Jason Alexander, Chief of Staff
Veronica Brisefo, Assistant City Manager
Ed Van Eenoo, Chief Financial Officer
Kimberly Olivares, Deputy Chief Financial Officer
Kerri Lang, Assistant Director/Budget Officer, Financial Services Department
Darrell Alexander, Director, Building Services Department
Michael Gates, Interim Real Estate Services Officer, Financial Services Department

Attachments:
(1) APD Staffing Vacancy Plan
(2) AFD Staffing Vacancy Plan
(3) EMS Staffing Vacancy Plan



MEMORANDUM

TO: Rey Arellano, Assistant City Manager

FROM: Joseph Chacon, Chief of Police %V

DATE: April 15, 2022

SUBJECT: Austin Police Department Vacancy Staffing Plan 2022

This memorandum provides key information in support of the Austin Police Department’s (APD) Vacancy
Staffing Plan 2022. Included in this memorandum is background and contextual information
demonstrating need; current staffing levels and challenges; proposed staffing recommendations for the
next five years; and APD’s vacancy mitigation plan.



Austin Police Vacancy Staffing Plan 2022
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Austin Police Vacancy Staffing Plan 2022

Executive Summary

The Austin Police Department (APD) is currently authorized 1,809 sworn positions. As of April 6, 2022,
APD held 190 sworn vacancies reflecting a vacancy rate of 10.5% for sworn staff. As well, APD is
currently authorized 484 civilian positions. As of April 6, 2022, APD held 93 civilian vacancies reflecting a
vacancy rate of 19% for civilian staff. The high vacancy rates for both groups reflect a variety of issues
including high attrition and challenges to successfully hiring and training new staff.

Pursuant to CIUR 2483, APD has developed a vacancy staffing plan for implementation in the period
beginning with FY23 and ending with FY27. To develop a cohesive vacancy staffing plan, the Department
considered data and trends in officer attrition as well as data on calls for service and population growth
in the City. Importantly, high priority calls for service that represent substantial risk are projected to
increases between FY22 and FY27. In addition to these projections, the Department considered the
recommendations from staffing research conducted in 2016 and 2021 that suggested appropriate
staffing levels at those points in time. The City population is projected to grow by 8.2% between 2021,
when the last staffing study was completed, and 2027 by approximately 8.2%.

The analysis suggests that a sworn staffing authorization of 2,074 and a civilian authorization of 621 as
the appropriate staffing levels to be achieved by FY27. As well, the plan suggests that the Department
should work toward achieving a sworn vacancy rate of approximately 8% over the same timeline. To
achieve these goals, recruiting and training capacity must be increased by approximately 75%.

The Department suggests a stepped plan for authorizing the additional sworn positions where 35
additional positions would be authorized in FY23, 45 additional positions would be authorized in FY24,
55 additional positions would be authorized in FY25, and 65 additional positions per year would be
authorized in FY26 and FY27. The additional civilian positions should be authorized over the same
timeline increasing staff size yearly to address increasing workloads.
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Austin Police Vacancy Staffing Plan 2022

Section 1: Context and Background

This report serves as the staffing plan for the Austin Police Department (APD) pursuant to CIUR 2483
which directs the City Manager’s Office to “develop the ATX Public Safety Vacancy Staffing Plan, a
comprehensive staffing plan for the Austin/Travis County Emergency Medical Services, Austin Fire
Department, and Austin Police Department.”

The report includes four sections. Section 1 provides context highlighting available information relevant
to long-term staffing considerations including information about the City, requests for policing services,
and available evidence on long-standing staffing limitations. Section 2 provides information on current
authorized staffing and vacancies for both sworn and civilian personnel in APD. Section 3 provides
specific recommendations relating to required staffing based on projected population and calls for
service increases as well as to address current operational limitations within the Department. Section 4
provides strategies recommended by the Department to address the challenges of filling vacancies and
achieving the required staffing levels.

While any adopted five-year staffing plan would necessarily be indexed to fiscal years (FY), the analysis
herein is largely based on calendar years due to the organization of available data. The analysis
considers calendar years 2023 to 2027 under the assumption that any changes would be initially
adopted in FY23.

City of Austin Population

APD services the City of Austin with an estimated population of 1,041,722 residents in 2022. The Austin
Metro area exhibited the fastest population growth among metropolitan areas in the U.S. between 2010
and 2020 (34%) with the City itself growing by 21% during the same period. Austin was the second
fastest growing city in Texas between 2010 and 2020.

While updated forecasting is needed, the City of Austin’s Housing & Planning Department issued
population forecasts for the City in 2020 based on data from 2019. These forecasts estimated a 2022
population of 1,041,722 residents. The forecasts predicted a 1.45% annualized growth rate for 2023, a
1.3% annualized growth rate for 2024, and a 1.25% annualized growth rate for 2025 to 2030. Table 1
presents the forecasts within the timeframe related to this staffing plan.

Table 1: City of Austin Population Forecasts 2023 to 2027

Year Forecasted Population Annualized
Growth Rate
2023 1,056,827 1.45
2024 1,070,565 1.35
2025 1,083,948 1.25
2026 1,097,497 1.25
2027 1,111,215 1.25
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Policing Service in the City of Austin

Alongside the rapid population growth, the City experienced an increase in demand for many public
services including policing. Between 2015 and 2019 average weekly Emergency? calls (Priority Zero - P0)
for service to the Austin Police Department (APD) increased by 54%. Urgent? calls (Priority One - P1) for
service necessitating immediate response increased by 18%. While 2020 saw reduced levels of calls for
service overall due to COVID-19, 2021 saw a significant increase in Emergency calls returning to 2019
levels. As well, projections for 2022 indicate that Emergency calls for service will likely exceed the levels

seen in 2019.

Forecasting models based on data between 2016 and April of 2022 suggest that levels of Emergency (P0)
and Urgent (P1) calls for service will continue to increase through 2027.

Figure 1: Emergency (P0) Calls for Service

PO Calls

12020 resulted in substantially different levels of crime and calls for service due to social changes resulting from COVID-19.
2 Emergency calls for service are calls for assistance that represent an immediate risk to public safety and where the likelihood of apprehension

of a suspect is very high.
3 Urgent calls for service are calls for assistance that represent a likely risk to public safety and where the likelihood of apprehension of a

suspect is high.
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Figure 2: Emergency (P0) and Urgent (P1) Calls for Service

PO &P1 Calls

Figures 1 and 2 show that Emergency (P0) and Urgent (P1) calls for service that represent the most
pressing public safety concerns are likely to increase through 2027. This suggests that additional staffing
will likely be required to meet demands for policing services over the next five years.
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Section 2: Current Staffing and Challenges

Current Sworn Staffing Summary
APD is currently authorized 1,809 total sworn positions. As of April 6, 2022, the Department had 190
total sworn vacancies (10.5%). Table 2 presents authorized and vacant sworn positions within APD.

Table 2: APD Sworn Positions by Rank

Position/Rank Authorized Vacant Percent Vacant
Officer 1,128 153 13.6%
Patrol Officer 773 69 8.9%
Patrol Support Officer 225 70 31.1%
Investigative Support Officer 38 5 13.2%
Specialized Unit Officer 92 9 9.8%

Corporal 93
Patrol Corporal 75
Patrol Support Corporal 12
Specialized Unit Corporal 6
Detective 305 24 7.9%
Patrol Support Detective 17 2 11.8%
Investigative Detective 278 20 7.2%
Specialized Unit Detective 10 2 20%
Sergeant 189 13 6.9%
Patrol Sergeant 76 8 10.5%
Patrol Support Sergeant 26 1 3.8%
Investigative Sergeant 45 3 6.7%
Specialized Unit Sergeant 42 1 2.4%
Lieutenant 69
Patrol Lieutenant 30
Patrol Support Lieutenant 7
Investigative Lieutenant 11
Specialized Unit Lieutenant 21
Commander 18
Assistant Chief 5
Chief of Staff 1
Chief of Police 1
Total 1809 190 10.5%

Red denotes units with vacancy rates greater than the Department average.

The table demonstrates that vacancies are primarily held at the officer level and particularly within
patrol support operations®. Given the expected increases in Emergency (P0) and Urgent calls (P1) for
service noted above, this represents the key area of focus for the Department related to vacancy
reduction.

Attrition within APD increased precipitously between 2020 and 2021. While several factors have been
speculated as explaining the increased attrition (e.g., COVID-19), there remains no substantial evidence

4 While vacancies are generally held at the officer level, this does not imply that attrition generally occurs at the officer level. Attrition at higher
levels results in vacancies at the officer level as promotions occur within the department.
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as to the actual impact of any specific factor. Figure 3 presents the monthly number of sworn
separations over the past 5 years.

Figure 3: Monthly Sworn Separations

Separations
*
*

Year

Over the past five years, the Department has experienced an average of 10 sworn separations per
month. The rate of separation shows substantial volatility the 12-month moving average ranges from 6
to 15 while the 6 month and 90 day moving averages range from 6 to 16 and 3 to 20 respectively. This
suggests that vacancy forecasting should be based on an average of 10 separations monthly (0.6% of
authorized sworn staff), but risk mitigation should anticipate the potential of up to approximately 17
separations in some months (0.9% of authorized sworn staff). While it is possible that some months may
experience even higher attrition, it is unlikely that any extended period would experience those monthly
levels outside of a substantial issue impacting sworn personnel’s desire to continue working in the
Department.

Limitations to Addressing Sworn Vacancies

While current projections suggest that short-term monthly rates of attrition have reduced slightly, there
is little to suggest that forecasting attrition provides an adequate basis for planning attrition mitigation.
As well, given the historic volatility in attrition, vacancy mitigation in APD should be primarily oriented
toward processes to increase the rate at which new officers are added to the Department.
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a paramedic certification to be eligible to promote to Clinical Specialist — Field. There are currently 60
Medics — Field with paramedic certification who have not promoted. A recent survey indicated that
several of these medics felt that they lacked the clinical experience and knowledge to successfully
complete the credentialing process required by the Office of the Chief Medical Officer after promoting
to Clinical Specialist — Field while others expressed concern at having to change their schedules. This is a
priority we are continuing to work with the Office of the Chief Medical Officer who determines the
training and credentialing requirements for Clinical Specialists — Field.

Provide each department's plan to fill current vacancies, including a detailed timeline.
Recruiting

As part of the EMS recruiting process, EMS will be dedicating additional sworn staff to assist in the
recruiting efforts, as well as separating our recruiting budget from our Human Resources budget. This
will allow us to better understand the expenses necessary to effectively recruit new EMTs and
Paramedics. [Target: June, 2022]

ATCEMS is working to increase national visibility of the department. The department is uniquely
positioned to recruit individuals looking to serve as single-role EMS providers in a municipal system and
those areas where those opportunities are low should be targeted. EMS will join other EMS agencies in
sending recruiting staff to regional and national EMS conferences and professional organizations, thus
increasing our recruiting engagement and visibility to potential EMS applicants across the country.
Increasing our visibility in the EMS industry and at EMS education institutions locally and nationwide will
enhance our ability to attract qualified applicants.

ATCEMS is working to improve its recruiting materials, including its website, social media presence and
in-person materials. We are working to increase collaboration between the Public Information Division,
the Community Outreach Division, and the Recruiting Team. With that, we anticipate being able to
coordinate in development of recruiting videos.

Reducing Barriers to Entry in Existing Process

The department has begun reviewing the existing barriers to entry to the academy process. We are
reviewing existing disqualifiers, and beginning May 2022, the department will eliminate the one-year
EMS experience requirement for entry-level positions. We will also reduce and clarify several automatic
application disqualifications that do not represent a significant safety risk. The application period for
each hiring cycle will be extended. We expect this will increase our number of qualified applicants for
entry-level positions.

In addition, the department is evaluating prerequisites for employment, particularly in the
communications division. The existing requirement for EMT certification prior to employment as a
Medic-Communications is not in line with similar organizations. The department plans to retain this
requirement for Clinical Specialists - Communications but is considering reducing the entry requirement
to Emergency Care Attendant (ECA) coupled with a department provided education as an Advanced
Emergency Medical Dispatcher. The prerequisite of ECA can be provided via study sessions for non-
certified individuals prior to the entry examinations.



The recruiting team has been directed to provide coaching and shepherding of potential applicants to
ensure that applications are completed and not disqualified due to clerical errors, and to focus on
individuals that expressed a passion and positive work ethic, rather than technical expertise.

Develop a Plan for Direct Hire and Community Engagement

EMS is developing a pilot program to target communities with limited access to professional education
and provide them with training and internships related to EMS. In order to do this, EMS will need to
launch an EMT program targeted at historically underserved communities. EMS is currently working to
develop criteria for entry and develop a curriculum for these courses.

The current City of Austin and AEMSA contract contains provisions for an EMS intern program, allowing
the department to hire non-certified employees into an initial EMS certification training program. Those
who successfully complete the training program and become certified are given a priority status to
entry-level Field or Communications Medic positions.

The initial EMS certification training requires additional instructors with EMS teaching credentials.
Civilian instructors would augment our existing sworn instructors as dedicated classroom and skills
instructors to expedite training. The EMS department has conducted intern classes in previous years
with minimal success due to limited teaching and recruiting resources.

EMS will work with City of Austin leadership and community groups to connect with underserved
communities that have limited access to professional education and with members interested in an EMS
career. Engagement will include information sessions, ride-along programs and a pilot Citizens Academy
where attendees can learn more about EMS opportunities.

Reducing Barrier to Promotion to Clinical Specialist

65% of current vacancies require credentialing at a PL-5 Advanced Life Support Provider through the
Office of the Chief Medical Officer. There are currently 60 Medic-Field providers certified as Paramedics
that are not credentialed at the PL-5 Level. If those 60 providers promoted, 77% of those vacancies
would be filled. A recent survey of those 60 providers indicated that some were not promoting because
they did not feel prepared for the training required for credentialing, while others did not want to
change their schedules after promoting.

EMS leadership is collaborating with the Office of the Chief Medical Officer (OCMO) to create solutions
for expediting the PL-5 training and credentialing process. This includes separating the PL-5 training
class from the promotion test cycle. Historically, a PL-5 class was held after a Clinical Specialist — Field
promotion testing cycle was complete. EMS is proposing that OCMO conduct multiple classes per year,
asynchronous from promotion testing. This may allow more participation from paramedics interested in
promoting.

EMS will also explore reassigning Medics full-time to training for the duration of the PL-5 class. This will
allow those attending to class to focus more on the requirements for training without additional work
obligations. This should improve the success rate of PL-5 training.



Also in coordination with OCMO, EMS is developing a pilot program to accelerate new-hire Medic-Field
with paramedic certifications through PL-5. Through this, high-performing new employees would be
selected to complete PL-5 training within their first year.

EMS will continue to provide educational materials, resource and mentors to individuals who feel they
are not prepared yet for promotion. Building knowledge and skill base while also increasing confidence
is an important component for successful promotion candidates.

Timeline

The department has two new-hire Academy classes scheduled for the remainder of 2022 (July and
October). For the past few years, we have held three Academy classes per year. Our last Academy
classes have averaged 15 Medics per class. Our goal for 2023 is to hold 4 Academy classes with an
average of 30 medics per class for a total of 120 new hires per year.

The need for additional resources to balance workload is immediate. However recruiting, hiring and
onboarding will take time. Our staffing plan over five years considers the factors of a population growth
of 2.5% per year, annual EMS turnover of 8%, 120 new hires per year and adding 24 new personnel for
two additional ambulances each year beginning in year 2, as well as additional Medics —
Communications for increased 911 call-center volume.
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Identify potential expanded or new public safety facilities needs to accomplish vacancy needs.

EMS has two locations dedicated to training. New-hire Academy classes are held at the Public Safety
Training Center. Continuing Education classes are held at the EMS Education, Development and
Wellness Division at 4201 Ed Bluestein. We can meet our current training needs at these facilities;
however, we would recommend expanding the Public Safety Training Center soon. The campus at Ed
Bluestein is also scheduled to be repurposed soon and we will need to relocate that Division.



Many EMS systems across the country are using high-fidelity simulation training to accelerate
onboarding, improve clinical performance and enhance professional development. High-fidelity
simulation labs include recreating environments that EMS providers practice in, such as a dark alley or a
residential bedroom, and using advanced manikins that provide realistic ‘patients’ that breathe, have a
pulse, have varying skin tones, and detailed anatomy. These simulation labs require the use of
additional computer hardware, video equipment and rooms dedicated to simulation use that can be
configured for a number of scenarios. While we can repurpose a training room for simulation training
currently, any new public safety training space should include high-fidelity simulation labs.

Recommendations and a timeline for necessary City Council actions to implement, including
budgetary actions.

The following recommendations are provided for City Manager consideration for inclusion in current -
year action and future-year budget development. To increase our recruiting and onboarding activity, the
EMS department requires enhancements in both personnel and equipment. With an anticipated
increase in hiring, we need to increase our recruiting staff with civilian and sworn staff. This will help
plan and direct recruiting activity as well as facilitate intake and processing of applications.

The increase in hiring will also require more training personnel. Two additional sworn Training Captains
are needed for planning, development and directing new-hire Academy classes as well as EMT,
Paramedic and continuing education training. Adding civilian EMS instructors will augment our existing
sworn training staff to facilitate successful training of new hires and EMT, Paramedic, Emergency
Medical Dispatch and Emergency Care Attendant courses. Many of the clinical training requirements for
successful EMS onboarding can be accomplished through appropriate simulation training. The
department will require this equipment to expedite the onboarding process.

For both recruiting and onboarding, additional Field Training Officers (FTO) are needed. These FTOs will
allow us to host more EMT and paramedic students from local EMS schools like Austin Community
College as well as other EMS organizations across the country. This is a significant recruiting tool as
many EMS professionals decide to work for the organizations where they intern. FTOs are also an
integral part of the training process.

FY 2022:

e 1 Commander for Recruiting
e 1 Captain for Recruiting
e 1 Civilian for recruiting and hiring process for sworn personnel
e 4 Civilian EMS Instructors
e 2 Field Captains — Instructors for Academy
e High fidelity simulation training lab
o 7 High-fidelity manikins
o AV & Computer equipment
o Cadaver lab training
o Textbooks for EMT classes and Promotional Exam material
e Funding for more Field Training Officer stipends and training



FY 2023:

e 26 sworn personnel
o 24 to staff 2 ambulances
e 2 Medics - Communications2 new ambulances and associated response equipment
= Goodnight Ranch and downtown/entertainment district

FY 2024:

e 30 sworn personnel
= 24 personnel to staff 2 ambulances
= 5 Commanders - Field for new Command district
= 2 Medics - Communications
e 2 new ambulances and associated response equipment
= Canyon Creek and north central Austin
) 1 Command vehicle and associated response equipment

FY2025:

e 26 sworn personnel
o 24 to staff 2 ambulances
o 2 Medics - Communications
e 2 new ambulances and associated response equipment
=  South Austin and east central Austin

FY 2026:

e 26 sworn personnel
o 24 to staff 2 ambulances
e 2 Medics - Communications2 new ambulances and associated response equipment
= East Austin and central Austin
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